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1. It hag been a stimilusg and a real pleasure to conduct the initiel
phase of the Humen Resources Program with fouwr gmﬁs of pupervisors in OGT
16 » 24 Aprily 27 April = 4 Moys 18 = 28 Mayy 1 - 11 Juney and a two hour —
seapion with the area chiefs on 12 Mgy,

2. Attached is a set of outline materials distributed in this progranm,
The seme sheets were given to the members of sach of the four groups and to
the area chiefs, with the exception of Page 1 for Group Meeting #2. Page 1
for Group Meeting #2 is a summery of the problems discussed in Group Meeting
#1 and in the individual conferences and therefore differs for each group,

3. It 1s planned to return for the first follow-up meeting with
each group during August, Follow-up mestings in the Human Resources Program
will be conducted for sach group of eupervisors sbout ones every eight weeks
Tor as long as you congider that such mestings moke a eignificant contribution
to menegement thinklng and setion in 00, It 19 expected thet eventually such
activity will become absorbed in the normal intermel operations of the Offioce,

Le In conduoting this progrenm in 0C, I was impressed particularly
Ty the quelity of leadership end ooheslon at the top, and by the dowm-to-earth
attitude towsrd opereting problems and the generelly high morale ithroughout
the 0ffice,

5 I note below scme of the points that have emerged from the group
meetings and individusl conferences that mey be of interest to you, I have
surmerized the suggestions and problems that seem to have practical relevence
to 00 operations at this time, I shall be hapry to discuss this report in
more detall st your convenience,

‘ . . The close coordination of thinking and
effort ma.de posaible through your daily staff meetings does not appear to
cerry down into the divisions, branches, sections, and units generally,

I belleve that those who participate in the top level steff mestings derive
such a Peeling of security from this ccoordinaeted approach to dally operating
problems that they sre not aware of the need to provide for the same type
of tsamwork down the line, It is my observation that gkill in teamwork
has to be acquired by easch supervisor through persistent practioce, Eech
supervisor has to find the type of coordinating experience that works for
those under his supervision, The key to effective coordination seems to

be comrminicatlon.
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__ £1 mnleation, Specific needs were generally
more information regarding Office poliecy, administrative
decisions, coordination with other Offices, and 0C poliey and procedures
within the fremevork of the Agency as & whole, There is apparent need
within the 0ffice for continuing orientation on 00 asctivities and on the
ever~changing Agency organization and operetions.

The solutlon to this problem would appear to be through staff
Boelings at each level of supervision to make sure thst everyone is getting
the informatlon that he needs to do his job well.

It was stoted several times that the de-briefing of personnel
who have returned from overseas could be much more effectively utilized,
The de~briefing of returmees could certainly do a lot to spark staff
weetings where appropriste,

The need vas also emphatloally expressed for some sort of
follow-up report on projects,= a post~FRO=gudlt, so that operating offices
might get some estimate of the returns on their investments,

It is evident that communication, as the most frequent basic
problem in management, requives continuous attention if clear chemmsls up
and down are to be raintained,

3 1 10

g« Need to know. Closely related to intre-office commnication
is the problem of broadening the base of the need to know, I% appears that
individuals who ere fulfilling requirements usually need to know the individusle
who are drafting the requirements, 1f at a1 posaible, and nesd to know the
purpose to be served by the requirements, if reasonable, to do an effective

end efficient job, There should be greater clarifivstion of the extent to
which the need to kmow moy be broadened for indlviduals intimately concerned
with the development of clasaified projeets without violating security
regulations, ' It is my observation that effective working relations and
efficiency in operations ave being seriously handieapped throughout the Agency
by whet people think are need to kmow resiricticms vhich, if examined, may

not setuslly exist at all, It appeers to be important at this point to
oxenine the meaning of need to know restrictions in eaoh operating situstion

so that they will not be misapplied, I am not questioning the security
regulations, I em sugpesting that each supervisor has the regsponsibility

for determining the extent to which his staff can be out in on classified
operating date so that working reletionships mey be strengthened and there

may be greater efficlency in operations,

823

9, Definit) 7 2 »  Because go muich of 0C is giaff
to the oentrel operating line, thers naturelly tends to be ecnfusion
concerning specific responsibilities, and a lack of clear delegation of
respongibllity with lts commensurate suthority, The more conerote the Job
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to be done, the casier it appesrs to have clearly defined responsibllitlesy
the more sbstract the job, the mere difficult 1t is to find individusls who
have the abllity to create and develop their own marging of responsibility,

B i1t

a0, ppaonnel ma
in pergonnel managsment
8¢ Bealistic recruiiment, Fxerting continuing pressure (1) to recruit people
with basiec gualifications for 00, snd (2) to give potential employees a more
adequate idea of what will be expected of them,

b. Reessigmment and release, To remove the stigme from a person sseking
reassignwent; recognizing that misplacemsnt is not umususl in this agency,

8« GS level end administrative position, Must GS level and administrative
authority necessarily be equated in 0C 7

d. ©Stable pegs. Developing a permanent nucleus of relatively stsble positions,
betwsen working level and policy level, sbout which the rest of the organizetion
cen be rotated.

8+« A supervisor's responsibility. Delegating fuller responsibility, authority,
and support to each supervisor for the selection and adjustment of personnel
under his supervision.

£, OCsreer Service Board, FPolicy clarificatlion; broader vepresentation;
ressons for setions, plus and mimeg; Tle-in with Agency-wide policy and
dsency-wide assigrmentis,

11, Partieipation. DBroadening the sense of psriicipation 1l up and
down the 1ine, Thers seemad to be & strougly exprassed desire for more
top-side and front office contact with the operating offices,

12, I believe that the problem areas indicated ebove constitube a
matrix of problems that are essentially mman relations. The key to progress
would appear to be the acceptance of the idea that sach person in 0C shell
participate in & steff meebing sppropriate to his level of responalbllityy
that each supervisor shall sssume his inescapeble duly to make his staff
meetings informative, meaningful, end generally functionsl to the objectives
of hig unity and that such perticipation all down the line shall be two-vay
in character so that there shall be a sense of functional communication
throughout the organimation, In this way, I em sure, real tesmwork wiil be
advanced; and where there 1s teamwork there i1s good mansgement,

13, Msy I express my deep apprecletion for the cordial reception to this
program in 08, end my thanks iq |for his efficient administrative
avvangenents for these meetlngs, I belleve that OC E? hpreak the trail for

gound management for the smtire Agenay, I hops PEL example of 0C will
prove how the cooperative applicatlon of sound menlypringiples can make

CIA the best managed agency in Govermment.
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